
Energy Management Systems (EnMS)

Online version

Module 1 – Commitment Building

Day 3 (Session 2)



Agenda

• Session 1
• Review

• Leadership: Scope and Boundaries

• BREAK

• Session 2
• Leadership: Roles

• Force Field Analysis – Part 2

• BREAK

• Session 3
• Energy Policy



Discussion: Review progress of 
the previous session
30 minutes



Next Steps – Implementation Plan



Scope and boundaries
What parts of your organization are managed in the EnMS?



Boundaries

Take account of the work done on context

Decide your geographical boundary

• Geographical, is it the fence or wall around the 
property?

• Are there multiple boundaries, i.e., more than one 
site?

• Are any locations excluded? Why?

• Resist exclusions – all can save energy

Organisational boundaries

• Are all departments included?

• Are any excluded? Why?

• Resist excluding departments which consume 
energy



Boundaries tool



Scope

• List the activities that are included.

• Production, Warehousing, Transport, 
Utilities, Waste management, etc.

• Are any excluded? Why? Resist!

Activities

• These are normally purchased from 
outside

• Electricity, Natural Gas, Fuel oil, LPG, 
Water, Biomass, Coal, Acetylene, etc.

• Renewable energy (on-site)

• Don’t exclude any

• Minimal effort for minor types

Energy types (sources)

Note: Cogeneration: the 
energy type is natural gas.



Consider potential changes to scope and 
boundaries
• Are there known organizational or business changes coming?

• Is there potential for new energy sources:
• District heating or cooling

• New natural gas pipeline near the facility

• Are there product changes with an energy impact:
• A product that requires fuel oil or other energy type might be starting up or 

shutting down



Scope - activities





Exercise: Scope and boundaries (45 
minutes)

What parts of your organization are managed in the EnMS?

Update the Commit tool

Discuss each organization to ensure everyone is clear



See you in 15 minutes!



Exercise: Scope and boundaries (45 
minutes)

What parts of your organization are managed in the EnMS?

Update the Commit tool

Discuss each organization to ensure everyone is clear



Commit

(4 Context, 5 Leadership)

kWh
($ + CO2)

Plan
(6 Planning)

Do
(7 Support, 8 Operation)

Improve
(9 Performance evaluation, 

10 Improvement)



Leadership
Roles and resources





Leadership
• Commitment

• Communication
• Decision making
• Support

• Roles and Responsibilities (Energy Manual)
• Who does what and when?
• Competence (support)

• Resources (Support)
• Personnel time
• Financial
• Knowledge
• Information

• Energy Policy



Roles and Responsibilities (Energy Manual)

• Importance of the topic

• Barriers, strengths

• What, how, who, how often!

• Energy Manual tool

• Communication of roles

• Competence checking

• “Live” document



Important Roles
• Top management support and leadership

• Management Representative: Someone at the top level of the 
organisation to lead the energy management activities

• Direct the activities

• Represent energy management at senior level

• Gain support for energy management

• Energy Manager: Someone to run the EnMS on a routine basis
• Know it in detail

• Coordinate its development

• Represent it at external audits

• Energy team: makes it happen



Management representative

Ensuring that the energy 
management system is 
effective

Reporting to top 
management on the 
performance of the energy 
management system

Reporting to top 
management on the 
energy performance of the 
organisation

Formation of an energy 
management team

Plan and direct energy 
management activities

In a larger organisation, 
most of the day to day 
energy work may be 
completed by others, e.g. 
energy manager

Integration into day to day 
business

Supports resource 
allocation



Energy Manager (team leader)
• Often not a full time job

• For example, maintenance or engineering
• Probably a technical person with energy engineering knowledge

• Role
• Implements and owns the EnMS
• Manages energy use
• Acts as auditee for the EnMS

• Responsibility
• Varies with organisation
• Implementation
• Energy budget
• Reporting



Energy management team

Decide structure 
and membership 
based on size and 
complexity of your 
organisation

Representatives 
from relevant 
departments

Production, finance, 
engineering, 
operations, senior 
management 
representative, energy 
manager or engineer, 
etc.

Cross functional 
cooperation

Common and 
shared goal

Deliver energy 
performance 
improvement



Critical role of top management
• Instill a sense of urgency
• Communicate clear scope and vision
• Ensure resources are available – especially time
• Agree, support and push towards targets
• Make decisions to support improvements
• Remove barriers
• Motivate the energy team
• Expect energy savings and push for them
• Understand that energy = cost = carbon

• Link energy performance to the overall business strategy



Exercise: Do you have support and leadership? (15 
mins) Question Evidence

Do top management regularly ask you, how much energy is being 
saved? 

Have top management informed all employees that energy 
management and energy savings are important to the organisation?

Do top management encourage all departments to integrate energy 
management in business processes?

Do top management encourage all departments to support energy 
saving actions?

Do top management push for bigger savings targets?

Do top management make decisions to support increasing energy 
savings?

Have top management agreed the time availability of all employees 
with an important role in the EnMS?



Exercise: Energy Manual (20 minutes)
Review and update all of the roles and responsibilities for all tasks discussed to 

this point.

Discuss each organization to ensure everyone is clear



Discussion: Integration of roles into normal 
job role (10 minutes)

This is not a project

The roles are not temporary during this program

The roles are not separate from your “normal job”



Forcefield Analysis – Part 2
Drivers and Barriers to success



Take actions 
to improve the 

EnMS, to 
reduce energy 
consumption 

(= improve 
energy 

performance) 
and to 

improve 
energy culture

DRIVERS ->
<- BARRIERS

Political
Economic
Social
Technological
Legal
Environmental
Strengths
Opportunities
Interested Parties

Internal Weaknesses

- Lack of 
Commitment

- Lack of 
Leadership

- Lack of Support
- Culture
- Lack of 

Resources
- Lack of 

Knowledge
- Lack of Finance

Threats
Risks External Barriers



Exercise: Forcefield Analysis
Part 2 - 20 minutes + 10 minutes discussion

What are your barriers to improving energy performance?

Part 3 will be about action plans related to these barriers



See you in 15 minutes!



Exercise continued: Forcefield Analysis
Part 2 - 20 minutes + 10 minutes discussion

What are your barriers to improving energy performance?

Part 3 will be about action plans related to these barriers



Energy Policy



Energy 
Policy

Management commitment

Not just a signature!

Appropriate to scale

Must be communicated

Must be documented

Reviewed and updated periodically



Energy policy requirements

Is appropriate to the 
purpose of the 
organisation

Provides the framework 
for setting and reviewing 
energy objectives and 
targets

Includes a commitment 
to ensure the availability 
of information and of 
necessary resources to 
achieve objectives and 
targets

Includes a commitment 
to comply with 
applicable legal and 
other requirements 
related to energy use, 
consumption and 
efficiency

Includes a commitment 
to continual 
improvement in energy 
performance and the 
EnMS

Supports the purchase 
of energy efficient 
products and services

Supports design for 
energy performance 
improvement



Example Energy Policy
Our company, in conformance with our commitment to sustainable development and growth, respect 
for the environment and corporate social responsibility is implementing an energy management 
system. In doing so, we commit to:



Process to develop energy policy

• Involve the energy team

• Brainstorm potential policies

• Ask top management to present their views

• Select best components

• Produce draft energy policy

• Review and finalise

• Approve

• Communicate



Exercise: Energy Policy
Start to develop your energy policy

Discuss with your group

Use Microsoft Word with bullet points

Discuss further with relevant people in your organization over the coming month



Thank you
See you tomorrow
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